Purpose -This case illustrates the challenges that Pollo Campero, a Guatemalan fast food company, faces when expanding in the US market. The purpose of this paper is to stimulate a discussion about consumer segmentation, competitive strategy and the internationalization of emerging market multinationals. Design/methodology/approach -The case study is based on primary research conducted in conjunction with the company, including interviews with senior management and an ample review of documents. Secondary sources have been used to gather information about the industry, the US market and consumer segments. Findings -The case illustrates that Pollo Campero was initially very successful in the US market because it appealed to consumers of Central American origin. It found it harder to appeal to a broader range of US consumers, who had no emotional attachment to the brand. Originality/value -This is a complex, in-depth case study suitable for use with advanced MBA students and practitioners. Depending on the aims of the instructor, different aspects of the case can be highlighted and it can be used in a competitive strategy class as well as in a corporate strategy class or a strategic marketing course. It can be used in a class focussing on brand, positioning and consumer segmentation, a class on competitive strategy in the fast food industry, or a class on the international strategy of emerging market multinationals.
. Pollo Campero USA Corp. (CUSA) organization chart of the entire population, most from Mexico and Central America, and whites and blacks accounted for 28.8 and 25 percent, respectively. Neighboring cities, such as Irving and Farmer Branch, also had large Hispanic communities.
By late 2007, there were 36 restaurants under the name of Pollo Campero. The increase in restaurant openings was the result of an increased number of franchisees (from seven to 20), each responsible for a smaller territory of three to five restaurants in smaller geographical areas. The franchise opportunities were offered under a disclosure document and were only for the development and operation of Pollo Campero restaurants outside of the ADIR territory and within the USA. In November 2007, the company also entered into an agreement with Wal-Mart to run Pollo Campero restaurants inside Wal-Mart stores. It was a great opportunity to open stores nationwide. Guiselle Ruiz, Vice-president and Regional General Manager of Wal-Mart Stores, USA, said:
Our customers today come from many different backgrounds and all walks of life. Many are Latin American, and they are among our fastest-growing markets. It stands to reason that our offerings reflect the needs of the communities we serve. We know Pollo Campero will add value to Wal-Mart with its premium Latin American restaurant brand (Marketwire, 2007) .
Lorenzo L opez, Wal-Mart Stores Inc. spokesman, stated: "It's kind of like when we're looking at salsa versus ketchup and tortillas versus bread" (Daily News, 2008) .
Between 2008 and 2009, CUSA achieved an improvement in its financial results (see Tables I and II) .
However, by June 2010, the growth rate defined during the 2007 strategy session and the goal of 300 restaurants by 2014, were not being accomplished. Pollo Campero had only 48 stores in 12 states and Washington, DC (see Table III ).
Pollo Campero restaurants feature brightly colored booths with Latin authenticity, and 50 percent of them have drive-through windows (see Plate 1). The US menu included fried plantains and milky horchata, drinks from its original menu, but also uniquely American dishes such as grilled chicken and mashed potatoes, aimed to appeal to US consumers at large (see Figure 2) . The cooking process of chicken, marinated with over 20 ingredients, including spices native to Central America and breaded by hand, made the flavor penetrate to the bone. The chicken was juicy and free of trans-fat, differentiating Campero from other restaurants. The beans cooked and served at the restaurants resulted from a blend of nine ingredients.
Campero's prices varied all across the USA. On average, they tended to be on par with KFC and a little less than Popeye's. However, both of those brands invested large sums on TV advertising, generating a stronger value perception with consumers. Campero, lacking the resources to compete with KFC and Popeye's through advertising, introduced new promotions. It imitated its competitors by offering eight pieces of chicken for $7.99 and by adding snacks to the menu with prices from US $0.99 for products such as a tortilla with chicken, which attracted new consumers. CUSA soon realized that the copy-paste approach would not work everywhere. In Central America, Pollo Campero is well recognized. In the USA, the name was totally unfamiliar, except to customers with Central American roots. Rodolfo Bianchini clearly appreciated this and said with regard to the restaurant in Wal-Mart:
Most people didn't know the brand. However, we are simply a "chicken" concept. So people came over and tried the product and in most cases they ended up very pleased (Daily News, 2008 Arizona  2008  0  0  0  0  0  0  0  2009  0  1  0  0  0  0  1  California  2008  15  3  0  0  0  1  17  2009  17  1  0  0  0  4  14  Florida  2008  0  1  0  0  0  0  1 York  2008  2  2  0  0  0  0  4  2009  4  4  0  0  0  2  6  Rhode Island  2008  0  0  0  0  0  0  0  2009  0  1  0  0  0  0  1  South Carolina  2008  1  0  0  0  0  0  1  2009  1  0  0  0  0  0  1  Texas  2008  5  0  0  0  0  1  4  2009  4  3  0  0  0  0  7  Virginia  2008  2  0  0  0  0  0  2  2009  2  1  0  0  0  0  3  Washington DC  2008  1  0  0  0  0  0  1  2009  1  0  0  0  0  0  1  Total USA  2008  30  8  0  0  0  2  36  2009  36  19  0  0  0  6  48 Source: Campero USA Corp. (2011, p. 365) The core customers, Central Americans, focussed on the quality of the food and overlooked other components of the experience because their cultural heritage strongly connected them with the brand. However, new consumers were not familiar with Pollo Campero and lacked this clear connection. Brand elements, such as the name and the logo, were unclear and confusing to them. The consultants from ABC Consulting Co.
[2], a firm hired by CUSA in 2009 to help it change its strategy, mentioned that "the little chicken" in the logo was infantile, cheap and did not reflect the food quality of Campero. In addition, the logo typography had some cowboy features; its shape was similar to that of many of their competitors; and, like Campero, some competitors also used the Spanish word "Pollo" in their names. According to the market research carried out by ABC Consulting Co., the atmosphere of Pollo Campero attracted Central Americans and, in some cases, Hispanics. They suggested to Denegri that such a Hispanic environment may not be appealing to non-Hispanic Americans, who comprised the largest percentage of population and had the most purchasing power (see Figure 4) .
In addition to its foray into the USA, Pollo Campero Corporation crossed the Atlantic in 2006 to open a restaurant in Spain and then one in Andorra. It did so through a joint venture between Pollo Campero Corporation and Agrolimen, a Spanish business group, through its affiliate company Eat Out Group, owner of the Pans and Company chain, ranking number one in bocadillo/sandwich sales in Spain. Their franchise in Central America was run by Pollo Campero Corporation. In the following years, the group entered China, Indonesia, Bahrain and India through joint ventures with local businesses. By the summer of 2012, Pollo Campero Corporation accounted for US $400 million. Revenue came from the more than 80 million customers it served yearly in 14 countries (see Table IV ) through a network of some 330 þ restaurants. The Corporation had three divisions: The Latam division based in Guatemala ran the Latin American business; CUSA ran the USA out of the Dallas HQ; and a third division called Campero International Franchising ran the rest of the world from its headquarters in Spain. A network typically consisted of three or more stores. In addition to the typical Pollo Campero Store, CUSA granted to qualified prospects the right to operate a Pollo Campero "Express Unit." An Express Unit was suited to some urban areas and special venues, where conditions required a more-concise format, such as inside shopping malls and airports, and could include special distribution opportunities offered to franchisees (Campero USA Corp., 2011) . All Pollo Campero stores had to be developed and operated to meet CUSA specifications and standards. The Franchise Agreement was limited to specific location(s), and CUSA had the right to set up restaurants or issue franchises aiming to Source: Pollo Campero USA Corp. capture customers in the same geographic area, subject to the limited territory granted in a Store Development Agreement. The specifications and standards included a distinctive exterior and interior design, decor, color and identification schemes and furnishings; special menu items; the unique flavor of their fried chicken, marinated and breaded with a secret formula; standards, specifications and operation procedures; quality of products and services offered; management programs; training and assistance; and marketing and promotional programs, all of which CUSA could change, supplement, and further develop. 
Source
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Pollo Campero in the USA CUSA had three different store formats. The Free-Standing Pollo Campero retail stores did not share any common walls with a third party and had their own parking areas. They generally required a lot ranging from 1,400 to 4,000 m 2 (15,000-43,000 sq. ft.) and a building ranging from 170 to 260 m 2 (1,800-2,800 sq. ft.) in size. The total investment required to begin operation of a Free-Standing location ranged between $826,537 and $1,652,500. The second format, In-Line Pollo Campero stores were mid-sized restaurants located in commercial properties sharing a common wall with a third party, such as in a strip mall. They were generally 185 to 300 m 2 (2,000-3,200 sq. ft.) in size. Total investment for an In-Line location ranged from $651,950 to $1,433,500. Finally, the Express Pollo Campero units were smaller restaurants, such as a counter at a food court in a shopping mall. They were generally from 65 to 150 m 2 (700-1,600 sq. ft.) in size. Total investment for this format ranged from $312,421 to $679,500.
These investment ranges included a $40,000 initial franchise fee, and if the franchisee leased or subleased the premises from CUSA, $5,000 for the security deposit and prepaid rental charges would be required, for a total of $45,000 in initial fees that had to be paid to CUSA or its affiliates before the franchisee opened for business (see Table V ). Two others fees, the "Continuing Franchise Fee" and the "Continuing Advertising Fee," each amounting to 5.0 percent of gross sales, had to be paid weekly. Monitoring of sales and operating costs at different types of stores showed variability in performance between the eastern and western regions of the USA (see Tables VI and VII) .
US industry and competitive landscape
In 2009, there were over 945,000 food-service outlets in the USA employing 12.7 million people. The National Restaurant Association (NRA) projected a 2.5 percent increase in industry revenues in 2010 over 2009, reaching US $580 billion (see Table VIII ). Stores were categorized by their nature as either commercial sites, accounting for 91.4 percent of revenues, or non-commercial ones, accounting for 8.6 percent (see Table IX 
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Pollo Campero in the USA Limited-service restaurants, which included fast-food chains (QSRs), provided a quick and cheaper alternative to traditional full-service restaurants. This industry was estimated to be worth around US $164.8 billion in 2009. In this type of restaurant, consumers served themselves by bringing food to their own tables and pouring drinks from a fountain. The average customer paid US $3.90 in the morning, US $5.60 for lunch, US $6.00 for dinner and $3.50 for a snack in the course of the afternoon (Campero USA Corp, 2011) . The "fast-casual restaurants" (FC) were a limited-service category of restaurants, serving fast, convenient food, but focussing on providing a great experience for customers through food with good taste, appearance and freshness in addition to a friendly atmosphere and excellent service. These restaurants combined the strategy of full-service restaurants with that of QSRs. The average meal sold for US $10 (Green, 2012 restaurants experiencing growth after the 2009 recession. The NRA vice-president for research said that fast-casual restaurants would have a better performance than the rest of the industry since it captured the sweet spot between QSRs and casual dining. Fast and convenient service was like QSRs, but had much-higher-quality food, an atmosphere similar to that of casual dining, and reasonable prices that fell between the two. In general, 43 percent of sales in this industry were made at dinnertime, 31 percent at lunchtime and 9 percent at breakfast. The remaining 17 percent of sales took place while customers traveled (10 percent) or purchased snacks (7 percent) (Miller and Associates 2011) . The restaurant industry operations report developed by NRA indicated that full-service restaurants' sales of solid food accounted for 79 percent of total sales, with drinks accounting for 21 percent. The figures for limited-service restaurants were 86 and 4 percent, respectively, plus 10 percent for other products. The most important cost for both full-and limited-service restaurants was raw materials used in the preparation of dishes -US $61.1 billion and US $48.8 billion, respectively (see Table X ).
In 2003, 53 percent of customers visited one of the big restaurant chains, while 14 percent visited a small chain and 33 percent visited independent or local restaurants. Six years later, in 2009, 59 percent of customers visited the big chains, 11 percent small chains and 30 percent independent or local restaurants.
In Chipotle Mexican Grill specialized in offering a broad range of ingredients that customers could choose for their burritos, tacos and salads. An important ingredient was chicken, described as follows: "It comes from naturally-raised chicken and is marinated overnight with our spicy smoked chipotle, then grilled. Grill marks give it a subtle, caramelized flavor" (Chipotle Mexican Grill, 2012a Ten chains with chicken as their main course ranked among the top 50 QSR chains in the USA (see Table XI ). Kentucky Fried Chicken was the largest, with revenues of US $4.9 billion, 5,200 stores in the USA and 15,580 worldwide. Every day, more than four million people are served at KFC restaurants in the USA. Every year, they ate 800 million muffins, 45 million kilograms (almost 100 million pounds) of coleslaw and 90 million kilograms (almost 200 million pounds) of mashed potatoes. Annual chicken sales were estimated at US $1.8 billion. The main product was the original recipe. Chicken was marinated with 11 different species and cooked under pressure. It was also sold as extra crispy or in strips. Also on the menu was roasted chicken with hot sauce or BBQ sauce. Individual dishes could cost US $1 if the products were on promotion, but usually they were around US $6 with side dishes and beverage (soda or iced tea.) They offered children's menu and family combos (around US $18 for five people) and focussed on serving customers quickly and only at the counter, where customers ordered, paid for and picked up their food. Customers could not see the kitchen from the counter, as it was after hidden behind dispensers for ready-packed food to serve customers quickly (Kentucky Fried Chicken, 2012). Chick-fil-A, based in Atlanta, Georgia specialized in marketing sandwiches made with breaded boneless chicken breast. Sandwiches featured different cheese types, salsa and lettuce or tomato. The menu also included nuggets, wraps, and a wide range of salads in large plates or bowls, chicken soup with tortilla and chicken breast soup with vegetables, French fried potatoes and coleslaw. Tables were decorated with natural flowers. Restaurants offered a welcoming family-oriented environment. Chick-fil-A had some 500 stores in 39 states and Washington, DC and was a strong supporter of the local communities.
The Popeye's fried chicken chain featured a restaurant and menu design reflecting the excitement of New Orleans, where it began in 1972. It offered marinated chicken in the traditional Louisiana style, characterized by a spicy condiment, as well as dishes such as mashed potatoes, muffins, coleslaw, red beans and rice, green beans and applesauce. Service and promotions were very similar to KFC's, as were their different forms of chicken and sauces. Unique products on their menu included a flour-tortilla burrito, made with red beans, rice and chicken (Popeye's, 2012) .
Originally from San Antonio Texas, Church's Chicken was another chain specializing in fried chicken. Their products and service closely resembled KFC's. They described their product as high-quality, freshly prepared chicken that was different from their competitors' product as a result of care taken in preparing the food. In addition to its original fried chicken, Church's offered spicy chicken, boneless chicken wings with spicy sauce, BBQ or sweet and sour chicken, chicken burgers, chips, handmade muffins, corn, fried jalapenos and coleslaw. It was present in 22 countries, with 1,625 restaurants (Church's Chicken, 2012).
The "Pollo Loco" chain, founded in Mexico in 1975, had more than 400 restaurants in California, Arizona, Nevada, Texas, Illinois, Connecticut, Oregon and Utah. However, most of their restaurants were located in LA, where they had their real market share; they had not been able to expand successfully outside LA. By 2010, most of its restaurants in others states were closed, with only a handful remaining.
Pollo Loco stressed as its priority providing healthy food options to customers. It constantly brought fresh dishes to its menu inspired by Mexican cuisine, such as grilled chicken, fresh vegetables, pinto beans, chicken fajitas bowls, tortilla soup with chicken and crispy, fresh salads as a side to chicken or other main courses. It offered its own hot sauce, red chili hot sauce, jalapeno sauce, pico de gallo, guacamole, sour cream and flour tortillas, plus a wide variety of soft drinks, iced tea and horchata (El Pollo Loco, 2012).
Despite not being among the top ten restaurants, Pollo Tropical advertised itself as the place to relax and enjoy a great meal prepared with fresh products and served quickly. Originally from Miami, with its first store opening in 1998, by 2009, the company had about 70 stores in Florida, as well as in cities including Brooklyn, New York and Woodbridge, North Bergen, Little Ferry and Clifton, New Jersey (Enotes, 2012) . It described its product as chicken always fresh, never frozen, freed of hormones and trans-fat, marinated in citrus and then cooked on the grill. The chain estimated 1666 MD 52,9
that it cooked about 11 million kilograms (about 20 million pounds) of chicken per year. Its menu also included pork, quesadillas, sandwiches, white rice, yellow rice, beans, fried cassava, and cassava and plantains with cheese. Average income per transaction was US $9.38, with entrees priced between US $4 and US $9 (Pollo Tropical, 2012). Customers purchased and paid at the counter and brought the product to their table. However, CEO Larry J. Harris regarded Pollo Tropical as a fast-casual restaurant due to product taste and also because customers were allowed to observe food preparation, giving a sense of transparency and security about food safety and ensuring freshness. Industry experts, however, considered this chain closer to QSR than fast-casual.
US customers
The US population had grown at a rate of 0.9 percent annually over the last five years, reaching 307 million people (Denavas et al., 2011; United States Census Bureau, 2011a) . Four ethnic groups predominated. People who identified themselves as white accounted for 64 percent of the entire population, including citizens with family roots in Europe, the Middle East and North Africa. The Hispanic group consisted of people from Cuba, Mexico, Puerto Rico and Central and South America and accounted for 16 percent of the population. African Americans accounted for 13 percent and included people from countries such as Kenya, Nigeria and Haiti. Asians accounted for 5 percent and consisted of people from Southeast Asia, the Far East and India, and countries such as China, Japan, Cambodia, the Philippines, Malaysia and Vietnam. The remaining 2 percent consisted of Native Americans from Alaska and Hawaii, among other groups (United States Census Bureau, 2011a).
Hispanics had the fastest growth rate among all ethnic groups, nearly 4 percent per year between 2000 and 2009, reaching 49.1 million people in 2009. Mexicans accounted for 63.0 percent of the Hispanic population, followed by Puerto Ricans (9.2 percent), Cubans (3.5 percent), Salvadorans (3.3 percent), Dominicans (2.8 percent) and Guatemalans (2.1 percent). Among Central Americans, Hondurans accounted for 0.7 percent, and Nicaraguans and Costa Ricans each accounted for 0.3 percent. Note that in 2000, Salvadorans accounted for 1.9 percent of this population and Guatemalans for 1.1 percent. Both increased substantially and reached greater representation among Hispanics, as mentioned above (United States Census Bureau, 2011b).
It was predicted that, by 2010, 41 percent of Hispanics would be living in the Western US and would account for 29 percent of the region's total population, while 36 percent of Hispanics would be living in the South and comprising 16 percent of the region's population. In total, 14 percent of the Hispanic population lived in the Northeast and accounted for 13 percent of the total population in the region, while the Midwest was inhabited by 9 percent of Hispanics, who accounted for 7 percent of that region's population (see Figure 4 and Table XII). Of the Hispanic population, 75 percent was concentrated in California, Texas, Florida, New York, Illinois, Arizona, New Jersey and Colorado. The state with most Mexicans was California (11.4 million), followed by Texas (7.9 million), Arizona (1.6 million), Illinois (1.6 million) and Colorado (0.7 million). The Salvadoran population was concentrated in California (570,000), Texas (220,000), New York (155,000), Virginia (124,000) and Maryland (124,000). Guatemalans were found in larger numbers in California (330,000), Florida (84,000), Texas (74,000), New York (66,000) and New Jersey (49,000) (United States Census Bureau, 2011b). ABC Consulting indicated that using this information and the current number of restaurants in each state, it was possible, based on current restaurants' density, to estimate the potential number of restaurants targeting Central Americans in whole USA. The consulting firm suggested to Denegri that it would be wise to use New York as a benchmark because it had the highest density of restaurants per population, and all of them reported good results. There were about 117.5 million US households, of which 74 percent were family households and 16 percent were non-families. In 2009, the average household income in real terms was US $50,500. Whites accounted for 71 percent of all households, with an average income of US $55,300. Hispanics accounted for 11.3 percent of households, with an average income of US $38,700. African Americans made up 12.6 percent of households and had an average income of US $33,150. Finally, Asians made up 4.0 percent of households, with an average income of US $66,500 (Denavas et al., 2011) .
Household distribution by age of household head resulted in 5 percent led by someone under age 25. Average household income was about US $31,200. In total, 16 percent of households were headed by someone between the ages of 25 and 34, and their average income was US $51,000. Between 18 and 21 percent of households were headed by people between 35 and 44 and 45 and 54 years old. The average income for these groups was US $62,100 and US $65,300, respectively. In all, 17 percent of households were headed by people between the ages of 55 and 64 years, with income around US $58,000. Households headed by people aged 65 or older accounted for 22 percent and had a total income close to US $32,000 (Denavas et al., 2011) .
Restaurant -type choices varied by ethnic group and household income and characteristics (see Table XIII ). Middle-aged consumers spent more at restaurants, as they had higher incomes and households with more people. In general, householders aged 35-54 spent between 17 and 21 percent more than the average consumer. Older consumers were more likely to choose full-service restaurants. When the head of household was 25 or younger, 57 percent of the household budget was devoted to QSRs. However, the preference for QSRs decreased as age increased. Households with one parent and children tended to visit QSRs and devoted 61 percent of their budget to eating out, whereas households made up of couples without children spent only 33 percent of their budget at QSRs. The largest expenditure on eating out was that of households made up of couples with children of school age or older still living at home. On average, they spent between 50-54 percent more than other households. Couples whose children no longer lived at home devoted more of their budget to full-service restaurants than to QSRs.
Current market data CUSA executives realized that demographic characteristics alone were not enough to figure out which segment they should target. The marketing experts from ABC Consulting analyzed psychographic characteristics (see Figure 5) .
Based on different groups created through psychographics and research-driven analysis, they identified six segments within the USA on which Pollo Campero could focus. These segments were characterized as follows (see Figure 5) . First, open-minded food-lovers, which included 17 percent of the population, mostly whites or Hispanics aged between 18 and 35. This group represented 29 percent of the total spending on Limited-Service QSR/Fast Casual (FC) restaurants and was willing to seek new experiences and tastes. Their household income ranged between US $50,000 and US $150,000. They spent close to US $40 per visit in a fast-food restaurant and up to US $50 in fast-casual restaurants. They visited these sites three to four times a week.
Couples without children accounted for 30 percent of the population and represented 15 percent of QSR/FC total spending; this group generally sought highly 1669 Pollo Campero in the USA convenient places. Household income ranged between US$50,000 and US$100,000, and they spent about US$11 and US$20 in quick-service and fast-casual restaurants, respectively. They visited these places three to four times per week. Then there were families with children, which represented 17 percent of the population and 13 percent of total QSR/FC spending. They did not seek new flavors, so traditional fast food was their main choice. Their household income varied greatly, usually US$75,000 or less. They spent around US$20 at QSRs and US$28 at fastcasuals, and they visited these places at least three times per week. Some customers, approximately 15 percent of the population, saw quick service as the most important factor. They were usually single and had no children. They visited restaurants by themselves at least three times a week, so the limited-service restaurants met all their needs. This group represented 4 percent of total spending on QSR/FC. Household income was generally US$30,000 or less or between US$50,000 and US$100,000. They usually spent about US$6 at QSRs, and they rarely visited the fastcasual restaurants, where they spent US$8. About 12 percent of the population looked for healthy food and were concerned about the restaurant doing something good for the world. Committed to corporate social responsibility and sustainability, they analyzed options in detail before making a decision. This segment made up primarily of couples without children and with annual household income ranging between US$50,000 and US$100,000, represented 6 percent of total spending on QSR/FC. They visited quick-service and fast-casual restaurants three days per week and spent US$13 and US$20, respectively.
The last segment identified was made up of the new urban family, estimated at 7 percent of the population and representing 33 percent of total QSR/FC spending. This segment is comprised of parents aged 26-55, most with two children, and belonging to the white or Hispanic ethnic group. With household incomes over US$100,000, they visited a restaurant about seven times per week and spent between $63 at QSRs and $67 at the fast-casual ones.
The problem at hand In 2010, it seemed that CUSA might not be able to achieve the targets that the Board of Directors established for it back in 2007. As President and COO, Denegri needed to define a strategy and propose a concrete plan to the CEO and the Board of Directors of Pollo Campero Corporation in Guatemala. After revising the reports produced by ABC Consulting, Denegri had to make some clear choices: should CUSA continue the growth process based on the current brand and company positioning in the USA, or should it change its positioning in the near future? Specifically, should CUSA expand its customer base to include not only Central Americans, but also Hispanics from other parts of Latin America and Americans who do not perceive themselves as Hispanic? If so, what changes should be made for Pollo Campero in the USA? The case is presented from the perspective of the decision maker -Roberto Denegri, President and COO of CUSA. In 2010, Denegri had to formulate CUSA's future strategy and present it to the Board of Directors. One option was to focus more explicitly on Central Americans living in the USA, exploiting the appeal of the nostalgia marketing. Alternatively, CUSA could broaden its target market beyond that of Central Americans. The case provides the basis to discuss the critical decisions that a company has to make when expanding in a foreign market. It shows how a firm's competitive strategy, especially the way it positions itself, is related to the group of consumers it targets. Students are expected to point out that the geographic structure of CUSA's expansion strategy in the USA should be linked to the competitive strategy it aimed to adopt. Using the information provided, students can identify the challenges of targeting different groups of potential customers and discuss the importance of aligning the marketing strategy, including the logo and the setup of shops, with the broader competitive strategy chosen by CUSA. The case illustrates the discussion of alternative growth strategies in a developed economy for a business based in an emerging economy.
Alternative uses of the case study The case is in-depth and complex and is suited for use with advanced MBA and EMBA students, as well as with practitioners. Depending on the instructor's needs, different aspects of the case can be highlighted, and it can be used in a course/module focussing on business strategy, competitive strategy and/or international marketing.
In a class focussing on competitive strategy and positioning, the case can be used to illustrate how companies develop their brand positioning. The case is linked to both Porter's market perspective of strategy and the resource-based view of the firm (Hoskisson et al., 2000; Porter, 1980 Porter, , 1996 Brenes and Mena, 2006) . It illustrates the key methods that a company uses to position the brand in a given environment. However, the discussion should reveal that focussing on Central Americans through "nostalgia marketing" -i.e. exploiting their emotional link to the brand, which reminds them of home -can hinder the potential for reaching a larger number of customers, including other Hispanics and Americans with different ethnic backgrounds (Holak and Havlena, 1998) .
Participants can be called on to answer a few questions at the beginning of the class in order to understand the company's current positioning:
(1) Where does Pollo Campero position itself?
. Segments, customers, products and services, geographic scope, vertical and horizontal scopes (Porter, 1980 (Porter, , 1996 Brenes and Mena, 2006) . The instructor should ask students to outline the structure of the fast-food industry in the USA, explaining the difference between segments in terms of average prices, growth trends, and target clients.
(2) How does CUSA compete in the US market?
.
Is the company pursuing a low-cost or a high-perceived-value generic strategy? Is the company targeting a specific market niche? (Porter, 1980 (Porter, , 1996 Brenes and Mena, 2006) . Having outlined the fast-food industry in the USA, the instructor can ask students to provide their own critical assessment of CUSA's competitive strategy at the time of the case.
(3) What are the strengths and weaknesses of Pollo Campero's strategy and brand?
Building on the previous point, the instructor can lead students to identify the competitive strengths of CUSA, such as its emotional appeal to Central American consumers. The answers can be structured by building a SWOT matrix on the board. In the summer of 2010, Roberto Denegri, President and COO of CUSA had the mandate to present strategic growth options to the CEO and the Board. Even though CUSA was growing in its number of restaurants, it was not growing at the pace expected from their 2007 strategic planning session (page 1) -i.e. 300 restaurants by 2014 and joining the ranks of the top 50 QSR in the US (page 5). Students can be asked to perform the task that Denegri had to perform in 2010 -explain to the Board of Directors why CUSA's performance in the USA had been less positive than expected, and formulate a strategy for the coming four years.
The case allows for discussion of Pollo Campero's international marketing strategies in the context of the US restaurant industry (Chattopadhyay et al., 2012a, b, c, d) . The instructor may begin the class discussion by asking students a few questions regarding the structure of the industry in the USA, and how they consider Pollo Campero to be positioned in such market. For example, students can be asked some of the following questions:
(1) Can you describe the restaurant industry in the US? What are the key types of restaurants and how do they differ from each other?
(2) How did Pollo Campero enter the US market?
(3) How do you think US customers perceive Pollo Campero?
An alternative way of starting the class is to ask whether anyone knows Pollo Campero and to explore their perception of the product and brand. Typically, students from Central America, such as Salvadorans and Guatemalans, will quickly identify the brand and its products. This can open a discussion about their reasons for being clients and about how their perception of the company compares to that of students who do not have a Central American background.
Teaching objectives
(1) to exemplify strategic positioning;
(2) to illustrate the challenges of understanding and targeting different groups of consumers in a foreign market;
(3) to discuss brand, positioning and segmentation in the restaurant industry;
(4) to examine the role of ethnic groups of consumers in the US market;
(5) to illustrate the challenges of brand building and internationalization for emergingmarket multinationals; and (6) to discuss strategies to expand into different consumer segments.
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Teaching strategy statement The discussion should be guided in order to determine what the positioning of CUSA was until 2010 and what should it be in the future. The instructor should raise the following issues: which segment or segments should CUSA target? What changes, if any, should CUSA pursue in its restaurants to reach new customers? What other strategic issues should be considered? Students are expected to explore the following three strategic scenarios.
Scenario A. CUSA continues to focus on Central Americans living in the USA, exploiting its emotional appeal through targeted "nostalgia" marketing. In this case, students should point out that Campero's geographic distribution needs to be adjusted so as to increase its presence where the Central American population is concentrated within the USA. It is then possible to ask students to evaluate how much Pollo Campero could grow in the USA if it served mostly the Central American market, Salvadorians and Guatemalans in particular. In a marketing class, the instructor can lead students to reflect upon the possibilities of growing in the USA through a strategy of brand extension, such as selling Central American style food items, such as hot sauce or spices, with a Pollo Campero brand.
The case provides enough information to construct a table to estimate the number of restaurants that CUSA could develop in the USA if it chose to target customers with Salvadorian and Guatemalan backgrounds. The information provided on page 16 can be used to calculate the total number of Salvadorians (3.3 percent of total Hispanics) and Guatemalans (2.1 percent of total Hispanics) living in the USA and their specific number in states for which data are available. The numbers indicate that CUSA could add a total of 24 new restaurants, far from the 300 restaurants expected by 2014 (see Table AI ). The conclusion of this analysis is that it is necessary to reach other customers besides Central Americans if the growth pace set back in 2007 is to be maintained. This confirms the statement on page 7 that says, "Attracting Central Scenario B. The second strategic option that should be discussed in class is that CUSA extends its appeal to all Hispanics living in the USA, building on its current image, but also better defining its positioning (how it differs from other Latino/Hispanic themed fast-food restaurants and from other chicken-based fast-food chains) through product innovation and marketing. As mentioned in the case, there are approximately 49.1 million Hispanics in the USA. That is a big jump from the 3.3 million Central Americans (Salvadorians, Guatemalans, Hondurans, Nicaraguans and Costa Ricans). It is likely that many students, especially those without an Hispanic background, would propose this option, arguing that CUSA should expand its appeal to a broader range of customers with an Hispanic background.
The instructor should direct the discussion so that students point out the differences between Latin Americans. Students are likely to argue that CUSA could not leverage its nostalgia marketing with customers who are not of Central American descent. The instructor can ask students whether they know the Pollo Campero brand. Students who know the brand are likely to be from, have traveled to, or have lived in Central America. Other students are likely to be unfamiliar with the Guatemalan fast-food chain, even if they are from other Latin American countries. Students are likely to say that they are familiar with different chicken-based fast-food restaurants. This can be used as a starting point for a discussion on the challenges of targeting Latinos/Hispanics in the USA. An important point to be raised is the fact that other Hispanic minorities in the USA, such as Mexicans, are already targeted by a broad range of fast-food restaurants from their own countries, which may use a "nostalgia marketing" strategy similar to CUSA's. For these potential customers, Pollo Campero may not be different from other chickenfocussed fast-food chains. The instructor should lead students to note that appealing to Latinos/ Hispanics other than Central Americans entails a strategic challenge that is similar to that of appealing to all US consumer groups, only with a smaller population target.
Scenario C. The third strategic option is for Campero to target the general population of the USA, regardless of ethnic background, by repositioning itself in ways that appeal to other segments of the market. For example, it could improve its brand and presentation and provide a more-premium feel. In this scenario, students should discuss the dangers of converging toward the competitive arena with larger and more resourceful competitors, such as KFC. Students are likely to point out the danger of moving from a highly differentiated and niche generic positioning (that of fast-food chain appealing to Central Americans) to one where Pollo Campero restaurants become similar to any other fast-food restaurants in the USA (Porter, 1990 (Porter, , 1996 . They should explain mechanisms through which CUSA could provide customers with an attractive value proposition that is in line with its resources and yet different from that of competitors. In a marketing class, the instructor should lead students to consider the necessary steps to make mainstream American consumers not merely aware of the Pollo Campero brand, but aware of its value proposition and how it differs from other fast-food chains (Brady et al., 2009 ). Keller's Pyramid (see Figure A1 ) can be used to distinguish the brand equity position of Pollo Campero for Central Americans and for other US consumers (Keller, 2002) . With Central Americans, Pollo Campero has achieved "Brand Resonance" -i.e. an emotional bond that leads to repeat purchases and consumer loyalty. With other consumers, it has to become visible and acquire "Salience" -i.e. a brand identity that is easily recognizable. Students should develop their 1676 MD 52,9 argument about how to position Pollo Campero with average American consumers (those who lack a Central American background), taking into account the key questions related to brand identity and brand equity, such as: "Who are we?" "How do mainstream consumers see us?" "Do they see us as we intend to be seen?" "How do we differ from our main competitors?" (Keller, 2002; Brady et al., 2009) .
Another concern that students are expected to raise is that the new value proposition could affect or change the brand and the company's current positioning and, therefore, its target market niche. As mentioned, Central Americans have been, until now, an important source of growth and competitive advantage (Miller, 1992; Stonehouse and Snowdon, 2007; Porter, 1996) . By changing its positioning, CUSA could make Pollo Campero restaurants less attractive to Central Americans living in the USA, who have, thus far, contributed the lion's share of the company's revenues. The instructor should lead students to discuss the factors that CUSA could change to broaden its appeal without becoming less attractive to the consumers who have a nostalgic, emotional link to it.
In this scenario, changes to the current Pollo Campero brand and company positioning should be based on the restaurant's industry and its customers' psychographic characteristics. The combination of trends in the restaurant industry and consumers' behavior could be used to create a new value proposition to attract mainstream Americans.
It is important that the instructor lead students to analyze industry trends -different types of restaurants, how they differ, and how they are performing in the USA. It is worth mentioning, as an example, that "fast-casual was the only category of restaurants experiencing growth after the 2009 recession" (page 11 in the case). The instructor should explore the characteristics of the different market segments, questioning whether the company is addressing the right segment or should target others. Students can be asked to use the case data to carry out a marketing analysis; for example, they might use Figure 5 as a starting point to talk about market drivers. In addition, pages 19-21 describe in detail the consumption patterns of each segment. Finally, it is essential that the instructor lead a detailed analysis of competitors, discussing how they execute their strategy and comparing aspects such as price, products, services and the segments they target. Students can also use Figure 3 to explain where Pollo Campero and its major competitors are positioned.
This discussion should lead to finding a "new game" brand and company positions (see, for example: "Creating New Market Space," Kim and Mauborgne, Harvard Business Review, 1999; or Buaron, 1981) . On the basis of this, students can develop their own understanding of the three scenarios through brief group work, identify the advantages and disadvantages of each of them, and explain which scenario they would choose and how they would deploy their strategy if they were in charge of Campero. Source: Keller (2009, p. 144 What are the strengths and weaknesses of Pollo Campero?
What is the message to consumers that underlies the Pollo Campero brand?
. Do you think that this message would play in the USA? If so, is there a particular segment that you would prioritize? Which one(s) and why?
Research statement
The case is based on primary research with the company, including interviews with senior management -Roberto Denegri, President and COO; Lisken Kastalanych, VP of marketing; and Rodolfo Bianchini, Operations Manager. It is also based on secondary research on relevant industry trends and characteristics. The case includes the company history; a description of the competitive landscape (fast-food industry); a description of the USA consumer profile; and market information.
Conclusions
This case will be useful in generating ideas and conclusions about appropriate ways to introduce a brand from an emerging economy to a develop economy. It focusses on what the company's positioning should be, as well as the challenges of executing a new strategy. Examining the international strategy of Pollo Campero allows exploring different strategic scenarios, such as focussing on consumers that have a nostalgic link to the brand or targeting mainstream consumers.
